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ABSTRACT 

Feseatchers neither are now, nor can they becoite the 
&ole arbiters of educational change. In order for National Institute 
of Education (MIS) to effect change, there aust be a true dialogue. 
In other words, the research users, parents, students, teachere, and 
school officials aust have a chance to ^ive nit their ideas, fbile 
the author believes that aiE planners as:e coaaitted to utilization in 
sotte sense, he is concerned that there is no coherent plan for 
actualizing this coaaitaent. Although no saster plan is subaitted, 
soae principles that such a plan should incorporate are proposed. 
(Author/Jr) 
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by 

l^ohald G« Have lock 
Universal ly of Michigan 



At the risk of ^^omc ovcr^siiripHf Jcat Ion I want to begin thU presentation 
wflh ^ brief summary of nr/ views on progress^ To start with I think there 
Is such a thing ^s progress although we have been through a period of concern 
with potutlon and population scares and technbtogy bdcklash where this 
thought hdsn^t seemed so evident to many. Anyway \ want to resurrect the 
Ided of ptogrc%^y here ^nd I wdnt to reassert some old liberal ideas that 
progress comes about by planning and by problem solving in a collaborative 
dnd democratic way. I believe that progress also comes dbout through 
defining specific objectives within d l3road value consensus of improving 
llfc^ llbcrtyi and alternatives for happiness for the people as a whole. 

This flatlontsnt Institute ^n^y be a way to $et us fnovlng again down the 
progressive path. ( hope it Is, at any rate, but 1 come here to ask the 
NIC planners to consider the proces'^of change in its full social and human 
dlfrvenslons. The key word for me Is linkage. We have heard of the need for 
research well articulated every year at these meetings, niorc research, better 
research, rorc money for research; the NIE prom\sc% all these things. In 
recent years <iome of us have also called for something we called ^'development^' 
as a special form of applied activity which transforms research knowledge 
Into useful educational products. The NIE will also make promises Sn this 
area, but there is a third step which I call *'uti 1 ization.** We used to call 



Wj^PrcparetTTnr the Symposium: ''The Impact of the National Institute of Education 
O on Practice Improvement," American Educational Research Association Annual 
O Meeting, Chicago, Illinois, April, 1972. 
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this **disscm}ifiatJ ort^^ as If to say that all thait remained to be done after 
research and devcfopmcfit was simply to send U out; just drop the goodies in 
the mall-box and educators everywhere would receive them happJly, open the 
parcels* lamedJatclv adopt or swallow the contents ^ind progress would be 
assured. 1 think we know better and we always have. The fact Is that 
researchers are not and cannot be the sole arbUers of educational change. 
At worst It Is an endless battle with two out of three skirmishes being 
lost to the reactJonarJcs or the know-nothings. At best, I propose, It 
Is a dUno3U\.v bet\vccn the experts on the one hand and the users, the 
practi tloneri and the general public, on the other. 

This notion of a dialogue between the research community and the 
community of practice Is central to my presentation here today a-;. Indeed, 
I believe It Is central to our understanding of progress and how it comes 
about* HIE will come Into existence as the soper*resource builder of 
education, the focal point of research and development and «:he Initiator 
of major progressive thrusts under the control of rigorous evaluation. It 
will communicate all these goodies to the school systems, the schools, 
the teachers, and perhaps even the students and the parents. But merely 
to communicate or even to mandate these changes will not be enough. There 
must be o true dialogue; in other words th e users, parent s, st udents, teac hprs» 
a nd school officials must have a chance_to_ tell NIE a few things a_tO Q-« 1 1 

Is their institute and It ^ Ho ^^d hi* r/^^p^nsive to their needs ; the HIE 

— — ' — 

should not be subservient of course, not totally accountable for every dime In a 
strictly hcre-and-now way* but resnonsivc . broadly and deeply av^^are of the 
needs of the people, present and future, and able to articulate some of the 
problem solving paths v;h5ch will lead to improved educational practice in the 
short run and In the long run. 
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I think that those who have bccrt responsible for HIE planning to cJatc 
arc fully committed to utlllzaliion 5n ^orr^e sense< They want to make sure 
that what Is done tvlJl have irtipact *jnd will generate measurable Improvements 
In educational practice^ ( am less sure that there U a c oherent _pj an 
f or actual i2:lng thes e ambitions . There ought to be a wel l*conceivcd plan 
for Unking U\E activities to educational practice systems so that these 
2*way problem solving dialogues that 1 talk of can begin* This is my first 
points that there should be a utilization plan, which should afply to most 
HIE activities. 

I am in no position to tell you In detail what this utilization mastt^r 
plan should look tike but 1 would tike to propose a few principles which such 
a plan should incorporate. To help mc explain my approach^ I have put 
together the onc*pagc handout you have before you. 

These four figur<?5 give you a tiny capsule of the work we have done 
at Michigan over the last six years to analyze the utilization process. Figure I 
In the upper left hand corner represents the linkage model In Its brocde^it 
terms and suggests that linkage Is a model of problem solving which might 
be an alternative to the Clark-^and-Guba formulation of the 1960*s. Let mc 
read you what It says there In fine print: societal problem solving comes 
about through the formation of relationships between user systems and 
resource systems^ represented by the circles ou the right and on the left 

respect lve)y» and I should add that these circles could represent individual 

U 

persons^ or groups, or organizations or social units of any size. These 
user-resource links contain four essential sub-processes , namely (1) the 
transfer of new knowledge, skills, or products from resource systems to 
user systems C'dif fusion*') » (2) the utilization of new inputs by user 
systems, (3) the transmission of user needs to resource systems, and {^) 

ERIC 



the gcnctcition and development of ncu knowledge, skills, and products by 

resource systems/' This fourth process labelled ^Solution building^' in the 

figure U what most A£RA fticmbers arc usually concerned about and It Is 

what HIE will mostly be concerned about, I believe. But the figure Is a warning to 

us not to forget the other processes If you want to change education for 

0 

the better* The ^rro^ at the bottom labelled "need expression*^ says 
that the Research and Ocvcllopment that is doi}c must be relevant and 
responsive tothc real cducai:Ional needs of Our society. The^dif fusion*' 
arrow at the top says that the useful results of R£0 must be effectively 
communicated to users, and the squiggly arrow inside the right hand circle 
says tha^ ^omm uni cat ion is not enough* fhr> vsr^r nf*/»H<: help on implementation 
and integration of innovations within his system. A plan for HIE must 
be a plan for alt these steps » a plan which looks at each step in detail 
and makes sure that one step follows from another* 

Now to figures 2, 3t ^nd ^. Think of these as different elaborations 
or overlays on figure I. For Instance, figure 2 tries to show some of the 
dynamics of linkage in more detail. It illustrates our belief that problem 
solving is not the exclusive function of any one person or group in the 
society. Rather, everyone is their own problem solver to a large extent 
and at the same time everybody is partially dependent on outside resources 
to help solve problems. But matching the right resource person with the 
right user at the right time is no easy task. Essentially, openness and 
willingness to enter dialogue are required of both resource and user. That 
Is what the figure is trying to say. The caption reads as follows: 
Effective resource-user linkage requires that: 
1. Jlie Resource system must understand and appreciate the user's 



problem-solving proccsr*. 



-5- 

/2. The user must be able to understand and appreciate the 
resource system's problem-solving process* and 

^•Resource and user must provide reciprocal feedback. 

* 

Figure 3 takes a look at some of the social system dynamics that also 
have to be entered into the linkage equation when we arc thinking about 
national problem solving. You may see that what I have done here Is over- 
lay a kind of Clark-Guba linkage model of boxes representing the RSD process 
on a more complex figure of overlapping circles, dots and arrows which 
represent the social networks through which Information normally and 

naturally passes. There Is a very Impressive empirical research tradition 

on the subject cites over 
concerned with the diffusion of Innovations. Everett Rogers In his latest book/ 

1,000 such studies; what Is even more Impressive Is the consistency of their 
findings. They show that innovations of all sort£ dl f fuse through similar 
patterns, that full diffusion depends he av I ly on Informal leadersj )f 
opinion, person- t o-person contac ts, g^^l^l gmnp. mAmhr>r<;hi p*^^ IHpnflfl ca- 
tion with common norms and^ f^^'^p^*^- Do these findings apply to education? 
Most certainly yes; in fact, a good number of those empirical studies have 
been done in educational settings. Do such findings apply to the R&D 
process? Most certainly yes again, and this Is what the diagram Is trying 
to show. Research a nd Development are not m erely processes; they are also 
social systems or networks . Hence the transitions from research to develop- 
ment to diffusion represent critical social in^:erface problems. Each 
interface can only be bridged through two-way problem solving dialogues 
such as are suggested in figures 1 and 2. Moreover, such transitions will 
depend on well-informed, visible and articulate opinion leaders as well 
as on strong mul t i -di sc i pi i nary professional groups within which researchers 
/i^i^Aiopers , and key users can find a common identity. The caption of 
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II 

figure 3 summarizes these points; It soys: RODD takes place In a social 

context requiring many types of feedback. The social fabric is a crazy 

quilt of formal and informal associations. Host of the threads are Informal 

and not amenable to direct control from a central authority/' 

This brings us to figure k and to the question, how can a central 

authority function to maximize linkage. Figure ^ is the same as figure 3 

except that it spells out some of the explicit subsystems that apply to 

II . 

education. The caption reads as follov^s: Effective national change depends 
on a continuous chain of communication and two way influence from the 
research community to all users. Government can reinforce this chain and 
con forge additional links when necessary. The role of government shoul d 
be to monitor the '^natural** knowledge fl ow system an;i develop means to 
support, facilitate, and coordinate linkage acfiv itif><; <;n fhaf ^-^^ ^nfal 
system can function more effectivel y. ^ 

What, then, is the role of the National Institute of Education? Clearly 
it is not to fulfill all the governmental functions suggested In figure h 
and surely it is not to replace the complex chain of subsystems which 
stretch across the bottom of the figure. There appears to be sortie obvious 
responsibility to continue and expand the support of RSD subsystems ''eore- 
sented on the left of this figure, continuing along the lines of the 
Cooperative Research Act and the ESEA and no doubt there will be more innova- 
tive organizational arrangements, laboratories and centers of one sort 
or another created along the way. But the NIE will want to play a role 
on the right hand side of the diagram too if it wants to have impact and 
that Is why the utilization plan is so essential. Fi^^ of all, NIE should 
have a powerful capabjl[ty to m onitor what is happening o n the right hand 
side, especially what is happening in the way of innovation and communication 



of Innovation on the regional and local levels. It should also be In a 



position ta"lgx per imcnt with ncv/ specialized subsystem'; for llnkngp 
v/here along the chain as long as these are true field experiments, not 

(5) 

simply tinkering v;lth the social structure. ThirdlyVand perhaps most 
controversially, the NIE should be clo sely monitorrn fl the efforts of the 
U .S, Offij^e of Education to build nK>re effective linkage and to imp ro v e 
Ar>cal ed uca^ipn;^^ pr^^rft^o | speak, of course, of the various efforts 
of ESEA Title I and III and now especially of the proposed extension 
/^system and the renewal centers. NIE must insist on taking a hard look at 
these ventures and to evaluate them comparatively in a way that we have 
not done heretofore. The NIE cannot treat these major thrusts as some- 
body elses business; they need to be looked at and compared with other 
routes to the diffusion and utilization of educational changes. 

This brings me to another point that should be accounted for in the 
NIE utilization plan; there must be an active study and experimentation 
with a variety of alternative dissemination and utilization strategies. 
This includes commercial and non-commercial channels, centralized and 
decentralized systems, the employment of various technologies for informa- 
tion processing, broadcasting, and narrow-casting, and the employment of 
multi-media, personalized and non-personalized print and non-print linkage 
strategies. The NIE should never be committed to any one dissemination 
or utilization strategy until they know it works and works better than 
alternatives. For the most part, that knowledge of what works better than what 
does not exist today; it must be discovered. 

This also suggests another feature of a NIE utilization strategy. It 
should be flexible and responsive to evaluative feedback from its own 
data collection efforts and from users at all levels. One type of such 



user feedback may come in the form of resistance to changes advocated by 
NIE. NIE should not rely exclusively on coercive ''guidelines*' and directives 
to get its messages across. Rather it should try to find why people are 
resisting. This is what t mean In figure 2 on your handout by simulating 
the user's situation. If NIE is able to do this it can not only develop 
better, more relevant innovations; it can also gain user acceptance 
of those innovations voluntarily. Thus, I believe there are very rational 
reasons for employing the principle of voluntarism throughout the utilization 
plan. We are, first of all, a free society so there is a strong value basis 
for non-^coerci ve change strategies, but I think that if there are strong 
networks of communication linking resource persons and users^ non-coercive 
strategies may actually work better. *At least I think this is the challenge 
for U.S. education. We must allow users to choose but at the same time v/e must pro- 
vide users with new solutions that are worth choosing over old. I think this is 
in line with the free market strategy of national educational change that 
Mr. Gideonse was advocating in his last days in OE. Perhaps he will comment 
on this when his time comes. 

A last point I want to make about this plan for utiltzation concerns 
the kind of output or outcome variables that are considered. The plan should 
be aimed at fulfilling the long term as well as the short term educational needs of 
the society as a whole as well as the discrete needs of specific subgroups 
which may or may not be long term, I think there is justifiable political 
pressure on our institutions for dramatic results in the shortest possible 
time^but if the ecology movement teaches us anything^ it is that short term 
benefits should not be purchased at the expense of much larger long term 
costs. This means that every major decision regarding national dissemination 



and utilization of a particular Innovation must be preceded by a thorough 
^analysis of its short and long term benefits and cost*,, both real and 
potential, social, attitudlnal, behavioral, ethical. In effect, we need the 
equivalent of an environmental impact statement preceding any big push to 
utilize an educational innovation. I don't want us to put unnecessary 
roadblocks in the way of change^ but we should be responsible to the future, 
and v/e should force ourselves to start exploring educational objectives 
in a more fundamental way. 

So much for the utilization plan itself. I want to say a few words 
on two other topics: first the need for a research program on utilizatici 
and second the need for effective linkage between the Institute ^rid the 
National Center for Educational Communication. First, ther i on the need 
for a research program. The original Lcvten report suggested that the 
NIE should have one major RsD thrust concerned with the processes of 
dissemination, utilization and implementation of educational R£D. I want 
to strongly reinforce that recommendation^ From what I have said about 
a utilization plan for NIE in my earlier remarks, it must have occurred 
to many of you that we simply lack knowledge -in many of these areas. The 
figures in the handout are themselves mostly speculations and they point 
to glaring gaps in our knowledge of the change process. Therefore, there 
xshould be a serious and adequately financed program of research on dissemina- 
/tion, utilization, and implementation of educational RSD. This program 
]shou1d be separate from the utilization plan for NIE outlined above and 
should include basic and applied research as well as product development and 
^training components. It should not be simply an evaluation service for other 
NIE programs. Substantive elements of this program might include the 
^-"1 lowing : 
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1. An cxtcn<!v^e series of case studies on the implementation 
of educational change and the utilization of educational 
R&D on the local level. Such a series should be developed 
In a framework that allows comparisons across cases on 
various dimensions. 

2. A series of studies which trace the development of educational 
innovations through time and through various subsystems from 
initial recognition of need through research and development 
to diffusion and utilization. 

Other studies are needed to study critical organizational roles, barriers 
and facilitators in the utilization of innovattonSi and there should most 
certainly be studies tracing the secondary and long term consequences 
of Innovation. Other priority topics could be mentioned but the task of 
developing such priorities should be assigned to a committee of recognized 
scholars In the f ield^organized specifically for this purpose. 

Finally, then, I come to the ^luestion of the relationship between NIE 
and NCEC It would have been conceivable that the entire utilization task 
of NIE could have been assigned to the NCEC Which has taken the initiative 
In this area in the past and which now has the responsi bi 1 1 ty of building 
a national extension system. I think, however, that there is much 
wisdom in dividing responsibility. The NIE should remain free to explore 
alternative utilization strategies provided that It does so experimentally. 
However, I believe that there should be effective linkage. 3y linkage I 
mean real 2-way dialogue and influence as suggested in figure 2 of the 
handout sheet. I don't think that there should be control by one over the 
other but the dialogue itself should be mandatory. Furthermore, I believe that 
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fully tested utilization strategics should be transf errcd^TroTn HIE to HCEC, 
to private sector, to universities or to local jurisdictions depending on 
analysts of optimum organizational locus* should not be seen a 

permanent locus for routine dissemination and utilization activi tlc!;;. and- 
perhaps that is a good point for me to end on* 1 would hope for \\\t to 
represent a rebirth for educational reform but I want It to be a place for 
continuing rebirth. G ive it r esponsibility for co ntinuing implementat ion 
of changes , and I thlnlc you will sec it grow old and cru sty and inflex ible 
m uch too fast. Then we would have to create another NIE next year or the 
year after, or the next time a new administration comes to Washington. 
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